This case addresses the challenges of sport managers to make fair and ethical decisions while considering the many potential organizational outcomes of their decisions. The case is based on a real situation that occurred within a NCAA Division III athletics setting. It highlights the decision making process of a director of athletics who must respond to the untimely arrests of the university's star quarterback and an assistant coach. The case provides an opportunity for students to critically examine the following: 1) how a sport organization's policies and philosophical position impact decision making, and 2) the relationship between sport and education. The case is multifaceted, and therefore, relevant for a wide spectrum of sport management classes, including sport ethics, philosophy or sociology, organizational behavior, strategic management, human resource management, and sport marketing.
assistant football coach, Coach Jeff Granderson, for help. When Coach Granderson arrived, Johnstone was being arrested. In an attempt to reason with the police officer, Coach Granderson overstepped his bounds and was also arrested for resisting arrest and interfering with the police officer's duties.
Assignment and Class Discussion
The case is multifaceted and therefore relevant for use in a wide variety of sport management courses. Instructor use of this case in each of these courses is suggested below.
Sport Ethics, Philosophy or Sociology Courses
After successfully completing the case, students will be able to: 1) Explain the importance of ethical decision-making in intercollegiate athletics;
2) Communicate the potential reactions each stakeholder group might exhibit; and 3) Demonstrate the use of ethical practices in future course assignments and discussions.
The case is particularly useful for courses addressing legal and ethical decision-making.
To that end, Kihl's (2007) article on moral codes and moral tensions would be an excellent reading as a prerequisite for students analyzing the case. Additionally, students would benefit by exploring the principle of equal respect, ethic of justice (Shapiro & Stefkovich, 2005) , and the (Sergiovanni, 1993) . It can be taught over multiple sessions, depending upon the depth of analysis desired. This case could also be used in sociology of sport courses that critically examine the relationship between sport and education. Instructors may find Kuga (1996) , which focuses on the faculty perceptions of intercollegiate athletics, the Knight Commission on Intercollegiate Athletics (2001, 2010) report, and selected chapters from Gerdy (1997) and Thelin (1996) to be valuable assigned reading with the case to further engage students in discussing the role of sport and higher education. Additionally, for classes focused on intercollegiate athletics, instructors might assign Oriard (2004 Oriard ( , 2009 , Sperber (1990 Sperber ( , 2000 , Telander (1996 ), and/or Zimbalist (2001 to provide students a more nuanced view of the relationship between intercollegiate athletics and academics. As a means to create a more wellrounded class discussion, students could be encouraged to seek out news accounts of how other universities responded to similar situations. Specifically, students should examine the following:
Just School Model
how Florida State University addressed the arrest of Sebastian Janikowski prior to a bowl game in the late 1990s, and how Ohio State University handled the suspension of five star players in advance of the 2011 Rose Bowl.
Sample assignments for these courses may include: 1) Preparation of press conference talking points that stress the educational mission of intercollegiate athletics for the director of athletics, head coach, or university president to utilize when the university's decision is announced.
2) Preparation of a report to the university president that details the rationale behind the decision the student would have made (had s/he been the director of athletics).
3) Coupled with the Responsible Decision Making Model for Athletics (RDMMA) developed by Yiamouryiannis and colleagues (2010) , the case could be used as a final course deliverable or group assignment.
Assignment questions for these courses may include: 
Organizational Behavior or Strategic Management Courses
After successfully completing the case, students will be able to:
WINNING AT ALL COSTS, 7 1) Describe the relationship between leadership behaviors, organizational culture, and organizational decision making;
2) Articulate the impact of high velocity environments on the psyche of organizational team members; and 3) Demonstrate a link between the student's actions and his/her personal espoused values.
Instructors could use this case in organizational behavior or strategic management courses to demonstrate how an organizational structure, an individual's leadership style, and the organizational cultural can have important implications on the decision making process.
Supplemental reading assignments such as Branch (1990) , Dirks (1999) , Snyder (1990), and Weiss (1996) , which confer the relationships between leadership behavior and organizational culture and organizational effectiveness, could be used for more in-depth analysis of the case.
Readings from outside the sport context, such as Vogus and Welbourne (2003) and Weick, Sutcliffe, and Obstfeld (1999) , can give students an important point of view on decision-making in rapidly changing environments. Lastly, two readings from Parent (2008 Parent ( , 2010 can give students a deeper understanding of stakeholder theory and making decisions in high velocity environments.
Sample assignments for these courses may include: 1) In groups of 2-4, students will conduct a mock press conference. Remaining class members should serve as the press corps. Groups should be graded on the presentation and on the ability to respond to questions from the press. Additionally, non-presenting students could be evaluated on the questions they present in their role as media members.
Human Resource Management Courses
After successfully completing the case, students will be able to: 1) Identify an awareness of the relationship between job satisfaction and retention;
2) Discuss the potential emotional responses that the head football coach, assistant football coaches, and other members of the coaching staff may have;
3) Demonstrate the capacity to write and revise personnel-related policies and procedures; and 4) Display the ability to create an effective employee orientation and/or training session.
Instructors of a human resource management courses might also find this case particularly useful for discussing ethical decision-making, employee policies, employee discipline, and organizational hierarchy. The case provides an especially challenging scenario WINNING AT ALL COSTS, 9 due to an assistant coach, Coach Jeff Granderson, also being involved in the incident. Since most athletics department organizational charts would have Coach Granderson directly reporting to the head football coach, this has the potential to create a tenuous situation between the head coach and the director of athletics. If not handled appropriately by Mr. Frederickson, a rift between the head football coach (and other coaches that learn how the incident was handled) could develop and detrimentally impact the entire department. The importance of the relationship between a director of athletics and coaches is well-documented to be important to the retention and satisfaction of intercollegiate coaches. Inglis, Danylchuck, and Pastore (1996) along with Dixon and Warner (2010) both highlight the impact of intercollegiate director of athletics supervision and support for coaches. These supplemental assigned readings would be beneficial to further elicit discussion regarding the human resource management issues and the impact on the director of athletics and coach (i.e., supervisor and supervisee) relationship that could result from Mr. Frederickson's decision.
Sample assignments for these courses may include: 1) Assigning students the task of writing a memo from the director of athletics to members of the coaching staff. The memo could, among other items, detail behavioral expectations for coaches and athletes.
2) Place students in small groups. Require each group to prepare an orientation or training session on athletic department related human resource policies (e.g., behavioral expectations for coaches on recruiting trips). 
Sport Marketing Courses
After successfully completing the case, students will be able to: 1) Explain the connection between athletic personnel behavior and the marketing of departmental activities;
2) Express the impact of a departmental or team scandal on members of the marketing staff; and 3) Display the ability to work on a team to create a high quality marketing plan.
Sport marketing instructors may find this case useful to begin a discussion on the impact of athletic team performance, scandal, and decision-making on fundraising, booster club participation, and marketing of the athletics program. Hughes and Shank (2008) address the impact of scandal on fundraising and Roy, Graeff, and Harmon (2008) investigate the relationship between on-field success and fundraising. Instructors could also provide students with information on the 2011 University of Connecticut incident in which Robert Burton, a WINNING AT ALL COSTS, 12 prominent football booster who was unhappy about the head football coaching hire, asked for his $3 million donation to be returned to him.
Sample assignments for these courses may include: 1) After reading and considering these supplemental articles and using the West Rimrock case as the backdrop, instructors could have students role-play various marketing or fundraising scenarios involving some combination of the following characters: director of athletics, associate director of athletics for marketing, booster club president, president of the board of trustees, and a university development officer.
2) Students could be asked to prepare a memo with talking points regarding the decision made in the case for both admissions and university development staff members.
3) Place students in small groups. Have each group identify the relevant target markets (stakeholder groups) for West Rimrock's football team and develop strategies to market the team the following season. Specifically, students should explain how those strategies might differ depending on the stakeholder group to whom they are marketing. 4) In those same groups, students should develop an integrated marketing campaign based upon the different marketing approaches previously indentified for each target market.
Assignment questions for these courses may include:
The following questions would guide discussion in a sport marketing course:
WINNING AT ALL COSTS, 13 1) Should Mr. Frederickson consult with anyone from the university's development office prior to making his decision? If so, whom? Why might this be important in the long-term for the university?
2) Given the historical development of the school, how might fundraising, both for the university and for the athletics department, be impacted?
3) If you were in charge of implementing the above marketing strategies and knew that the admissions staff and counselors were fielding numerous questions related to the University was faced with a difficult decision. University administrators realized the development of a women's athletics program would be costly, especially if grants-in-aid for student-athletes were to be considered. Therefore, in the fall of 1973 the university announced it would eliminate scholarships in all sports and move from competing at the NCAA Division I level to the NCAA Division III (non-scholarship) level. Athletes on both the men's and women's tennis teams, however, would continue to receive grants-in-aid and compete at the highest level.
The initial response from current and former students and alumni was very negative and the institution failed to attract the types of student-athletes it once had. As a result, except for the two tennis teams, which continued to flourish, the university experienced a significant decline in athletics success.
In 1979 the university hired a new president, Gentry Cook, a vibrant, gregarious historian from Yale. His first major decision was to shift the academic focus of the institution. Dr. Cook WINNING AT ALL COSTS, 18 made his feelings very clear to the faculty senate -because of its size, the university could not be a comprehensive master's degree granting institution and continue offering quality undergraduate programs. A choice had to be made. Under his guidance the faculty decided the focus should shift to providing students with an excellent undergraduate liberal arts experience.
Within two years, West Rimrock went from offering more than 20 master's degrees to its current five. It concurrently experienced a ten-percent boost in undergraduate enrollment.
Dr. Cook's 20-year tenure can almost be divided into two halves. While the first half was spent refocusing West Rimrock's mission, the second half of his tenure he focused entirely on turning West Rimrock into an institution that would be renowned regionally. He centered his attention on improving all aspects of the institution, including the athletics department. Not only did he want the best chemistry professors, he also wanted a winning football team. Within a decade half that dream was realized as West Rimrock University .earned a spot among the topranked universities.
Shortly thereafter, he announced the tennis teams would no longer compete at the NCAA Division I level. The tennis teams would join the remainder of the athletics department and compete at the Division III level (cf. Appendix A). The move freed money that had been going to individual athletes and distributed those funds among the other sport teams. It is important to note that since the decision to drop from NCAA Division I athletics in 1972 the university experienced 20 plus years of athletics mediocrity. Dr. Cook understood that if his plan was to work three things had to happen: 1) he needed to hire the right person to guide the athletics department, 2) that person could not come from within, and 3) he had to hire someone with a reputation for caring about academic success.
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Dr. Cook found this individual and William Frederickson was hired as the director of athletics in 1994. Frederickson was young, but he already had an impressive resume. He experienced success both as a collegiate athlete and more recently as the director of athletics at his alma mater. But most importantly, Frederickson was a firm believer in the Division III model, that is, the student truly comes first in the term student-athlete (NCAA, 2009).
Frederickson brought a new attitude to the department and things began to improve almost immediately.
Within five years of his hire, the department won more than 30 conference titles and many sports competed in their respective NCAA post-season events for the first time in school history. During that same time span 12 athletes received coveted NCAA post-graduate scholarships. The scholarships afforded students the opportunity to pursue degrees in medicine, law, and economics among others. As a result, the institution was gaining a positive reputation nationally for a place that balanced athletic and academic success. Furthermore, the grade point averages, retention rates, and graduation rates for student-athletes, which previously had been well below that of the general student body, began to rise. In fact, at the end of his seventh year, the grade point average for athletes eclipsed that of the general student population for the first time in school history. Frederickson was clearly succeeding in his mission to create winning teams and to graduate successful students.
In his last act as president, Dr. Cook worked with William Frederickson to create the West Rimrock University Athletics Hall-of-Fame. The reason for creating the Hall-of-Fame was straightforward. For too long, athletes from the scholarship era had disassociated themselves from the institution. Dr. Cook needed a way re-engage them,both for economic and political reasons. As a result, the first Hall-of-Fame class, which consisted of athletes exclusively from the scholarship era, was inducted in 1999. Understanding the importance of not alienating any constituent group, the first class of 10 honorees consisted of 2 football players, 2 coaches, 4 tennis players, and 1 athlete from both trap and skeet and men's basketball, respectively. It was during the creation and development of the West Rimrock Athletics Hall-of-Fame that Mr.
Frederickson came to understand the importance of keeping both internal and external stakeholders happy. That lesson, though, would soon be challenged.
Dilemma
The football team had been to the national semi-finals during the 2007 and 2008 campaigns, but both times they had to travel across the country to play the game and lost. The 2009 season was different; it had been one for the ages. West Rimrock's quarterback, Phil Johnstone, was leading the nation in four different passing categories and they were the highest scoring team in the country. They boasted a receiving core that was ranked near the top in three different statistical categories.
In another stroke of good fortune, St. Sebastian's upset victory over Reveille College meant that West Rimrock was able to host the national semi-final game. West Rimrock's football team could not have played better as they ended up defeating St. Sebastian by three touchdowns.
The margin of victory was so large that many players who did not normally play were able to get into the game and play meaningful minutes. West Rimrock would be playing in the nationally televised NCAA Division III championship game the next weekend. The game had started at noon and since there was no travel involved for West Rimrock, the football team, the fans, and the university community were ready to celebrate the victory in style. Granderson would come to appreciate the lesson. While it was no easy decision, Mr.
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Frederickson having wrestled with the numerous considerations, felt good about his selection.
He would soon, however, come to understand the full impact of his choice.
Upon making the decision, his first call was President Cook to inform him of the choice.
As suspected, the university president was pleased Mr. Frederickson had decided to suspend both Phil Johnstone and Coach Granderson from participating in and travelling to the national championship game. After informing Phil, Coach Granderson, and the head football coach of his decision, Mr. Frederickson, through his sports information director, issued a press release. Upon hearing the news, the campus, city, and former students almost immediately split into two camps.
One set of constituents, mostly team parents and football alumni made it clear they were disgruntled with the decision. Meanwhile, the faculty and a large portion of the current and former student body were impressed that the athletics department chose to suspend both the player and the coach.
West Rimrock University went to the national championship game with a quarterback who had not played all year. As a result, they were thoroughly outplayed during a nationally televised game. Numerous athletes and parents were so unhappy with the result they called for the university to fire Mr. Frederickson. His decision had essentially cost West Rimrock an opportunity to win the championship. For many athletes this was the last organized football game of their careers. They worked their entire lives for this opportunity, and from their viewpoint the athletics director had taken away from them any realistic chance at winning..
In his mind, however, using both personal and professional moral codes, Mr. senior, "tried to grab (the officer's) arm," and "had a strong smell of intoxicants on his breath, bloodshot eyes, slurred speech and was unsteady on his feet," according to the police report.
As the police were arresting Johnstone, a West Rimrock assistant coach was also charged. According to police report, Jeff Granderson a third year assistant coach was charged with "interfering with the duties of a public servant" stemming from Johnstone's arrest. Coach
Granderson was released on $1500 bond.
Johnstone, 22-year old senior, led West Rimrock (14-0) to a 41-20 victory Saturday afternoon over St. Sebastian earned the West Rimrock University team a trip to the Stagg Bowl in Salem, Va., for the national title game. West Rimrock will play in their first-ever national championship game against Sunrise State University, which is unbeaten in 14 games and has won 95 of its last 96 games. West Rimrock officials said any punishment, if there were any, "would be pure speculation." West Rimrock head football coach would not comment on the arrests.
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Appendix C Excerpt from Employee Handbook
Disciplinary Actions and Dismissal
In order to achieve university goals, both the University and individual departments set expectations for employees regarding job performance, time and attendance, and conduct. Employees are responsible for adhering to these expectations and for understanding that failure to meet expectations may result in disciplinary action, up to and including dismissal. The purpose of discipline in most cases is to help employees improve. In many instances the University will attempt to address these issues by following a system of progressive discipline, which typically includes the following steps: 1) Counseling by the direct supervisor 2) Written warnings 3) Disciplinary suspension for misconduct 4) Dismissal Following a disciplinary action, it is the employee's responsibility to correct the issues that have been identified. Failure to do so may lead to further discipline, up to and including dismissal.
Certain violations and infractions, as determined by the University, including, but not limited to, performance or conduct that is harmful to the University, dishonesty, theft, vandalism, physical assault, falsification of University records, or other illegal activity may be sufficiently serious to suspend the normal progressive disciplinary process. Under these circumstances, any step in the disciplinary procedure may be used, including dismissal without prior discipline.
By establishing these procedures, the University does not waive or limit its right to terminate employment with or without notice or cause. In addition, employees need to remember that the "Employment at Will" policy remains in full force and effect at all times.
Appendix D Excerpt from West Rimrock's Student-Athlete Handbook
Section 7. STUDENT-ATHLETE CONDUCT It is expected that student-athletes will conduct themselves in a manner that reflects positively on West Rimrock University, and display exemplary behavior through their time as a West Rimrock student-athlete. Student-athletes are expected to abide by all policies, procedures, and guidelines regarding appropriate conduct as outlined in the West Rimrock's Student Handbook as well as to federal, state, and local laws. Student-athletes shall refrain from the use of alcoholic beverages, tobacco, and non-prescription drugs while representing West Rimrock, regardless of the student-athlete's age. Consumption of performance-enhancing drugs at anytime is strictly prohibited unless prescribed by a physician for medical reasons. All West Rimrock University student-athletes are required to sign a drug testing consent form prior to athletic participation. The West Rimrock University and the NCAA reserve the right to randomly drug test student athletes throughout the academic year and during post-season championships..
In addition to the above department-wide policies, the coach of each sport may develop team rules concerning appropriate student-athlete conduct. In such a case, the coach must provide the director of athletics with these rules and inform his or her team of these rules and guidelines during the first team meeting. Team rules and policies must be reviewed annually. Violations of conduct, university, athletic department, and/or team policies and guidelines will result in sanctions, which may include permanent dismissal from all athletics department programs. Sanctions may include, but are not limited to verbal reprimand, written reprimand, game(s) suspension, suspension from the team for a specified time frame, or expulsion from the team for the remainder of the academic year. Land and Thomas O'Connor and first year Phil Johnstone were suspended after defending their case in three University hearings against senior Michael Overby's allegation that they broke into and fired a weapon in his off-campus apartment. Jennifer Lutz, dean of students, charged the four students with dishonesty, disorderly conduct, dangerous conduct, destruction of property, and assault and battery, in their first hearing, though the last charge was later dismissed.
Land questioned why the University pursued this when the local police department had not pursued the case at that time. "This whole time we've been working with the police, they say that we're not at risk, they've dropped their whole investigation toward us, and they're willing to come in and help us ... but West Rimrock hasn't allowed it," Land said.
Overby initiated the University investigation by reporting the incident to Lutz the day after it occurred. "The incident involved a gun, and the gun was actually fired in my apartment. I was scared for my life at that point, and I was pretty sure it was the four of them," Overby said.
"I didn't feel comfortable on campus ... that's why I decided to bring it to campus." Although Lutz could not comment specifically on how the community's interests are affected in this case and why the University chose to pursue this off-campus incident, she said WINNING AT ALL COSTS, 32 some cases do warrant University intervention when they involve a conflict between students that does not end when students return to campus.
"If the incident primarily involves students, then there would be an interest, regardless of what happens legally outside of campus. So whereas the police may or may not investigate something, the reasons for not doing so may not be related at all to the truth, it may be related to technicalities of the law." Lutz said.
The Student Handbook states, "Activities of students may, upon occasion, result in violation of the law, but this in itself does not constitute basis for additional penalties by the University. However, the University may impose penalties independent of and in addition to the actions of a civil or criminal court when its own community interests are affected."
Overby returned to West Rimrock this semester, and Johnstone, Land, O'Connor, and Thompson are permitted to apply for readmission to the University after the Spring 2007 semester.
